
UNCLASSIFIED

AD NUMBER

CLASSIFICATION CHANGES
TO:
FROM:

LIMITATION CHANGES
TO:

FROM:

AUTHORITY

THIS PAGE IS UNCLASSIFIED

AD513375

UNCLASSIFIED

CONFIDENTIAL

Approved for public release; distribution is
unlimited.

Distribution authorized to U.S. Gov't. agencies
and their contractors;
Administrative/Operational Use; 08 JAN 1969.
Other requests shall be referred to Office of
the Adjutant General (Army), Washington, DC
20310.

AGO ltr 11 Jun 1980; AGO ltr 11 Jun 1980



SECURITY 
MARKING 

The classified or limited status of this report applies 
to each page, unless otherwise marked. 
Separate page printouts MUST be marked accordingly. 

THIS DOCUMENT CONTAINS INFORMATION AFFECTING THE NATIONAL DEFENSE OF 
THE UNITED STATES WITHIN THE MEANING OF THE ESPIONAGE LAWS, TITLE 18, 
U.S.C., SECTIONS 793 AND 794.  THE TRANSMISSION OR THE REVELATION OF 
ITS CONTENTS IN ANY MANNER TO AN UNAUTHORIZED PERSON IS PROHIBITED BY 
LAW. 

NOTICE:  When government or other drawings, specifications or other 
data are used for any purpose other than In connection with a defi- 
nitely related government procurement operation, the U.S. Government 
thereby Incurs no responsibility, nor any obligation whatsoever; and 
the tact that the Government may have formulated, furnished, or In any 
way supplied the said drawings, specifications, or other data Is not 
to be regarded by Implication or otherwise as In any manner licensing 
the holder or any other person or corporation, or conveying any rights 
or permission to manufacture, use o.r sell any patented Invention that 
may in any way be related thereto. 

• 
   * 



Best 
Available 

Copy 



f. T       • , . .        . . 
M 

1%, ».i 

Vv\-^' - * JOT?'" 

DEPARTMENT OF THE  ARMY 
HEAOQUARTKRS. UNITCO STATCS ARMY VIETNAM 

APO SAN FRANCISCO    »6379 

AVHr,C-DST 

GIIPJFnT:    Senior Officer Debriefing Report 

•    Assistant Chief of Staff for Force Development 
2^   Department «of the Army 

Washington, D. C. 20310 

1 1 FfB W 9 

W 
. 

-CO 
^i    1.    Attached are three copies of the Senior Officer Debriefing Report 
'^    prepared by Colonel Robert 0. Shepherd, Cornraanding Officer, 34th General 
\fa   Support Group (AM&S). 

^UJ\    2.    The proposed recommendations and the opinions expressed in the report 
rt^j   should not be construed as reflecting the official view or opinion 3f 

^J   Headquarters, USARV. 

3.    The following conments are made with respect to the contents of the 
report: 

^» a.    Reference page 2, paragraph 5:    Years of experience have taught us 
CLm that aviation maintenance and supply are inseparable.    It is evident that two 
^D separate command organizations below the brigade level would have an extremely 
^3 difficult time achieving common objectives, common operating procedures, and 
i i i erual responsiveness.    Aviation supply and maintenance functions have a 
-_J direct influence on aircraft availability.    To divorce the two at company 

'T      rT" and battalion level would drastically reduce the maintenance unit commander's 
influence over aircraft maintenance production. 

b. Reference page 2, paragraph 6:    Span of control for the proposed 
Commanding Officer, Aviation Supply Group is excessive.    In addition to the 
rather large staff, he has two depots and ten D3SA activities to command. 
One individual cannot effectively control so many different agencies. 

c. Reference page 2, paragraph 6:    The problems cited herein; reference 
the length of tour, reouired learning curve, and on the job training renuire- 
ments are not peculiar to the 34th General Support Group.    This is an Army 
'.vide problem, the solution to which, appears to be increased emphasis and 
greater command interest in on the job training.    A reorganization will not 
negate the training and supervision problems referred to. 
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AVHIC-DST 
SlTi.TKCTs    Senior Officer Debriefing Iteport 

I*,    Colonel Shepherd is reconmended as a candidate guest speaker at 
appropriate service schools and joint colleges. 

FOR THE CCHKANDERl 

(LftuL- 
1 ^ä,  . CD. WILSON 
as (Trip) 2 cy wd HQ DA lLT ^c, 
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The r tt'-ched debriefing reporc Is submitted by the undersigned ci directed. 

i inci ROBnrr G. SHEPHERD i' 
^s Colonel, TC H 
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Country:  RepoMic of VtatMun 

:;eb.'i i R.-'pcr* hy:   Colonel RokeKCi« ShcpiuTd 

? :U ^.•Jic;-.it;e;u:   Cornii.r.ndiiig OfM^or 
.';4th General Su] port Group (AM^;) ,. 

Incl.isiv? PatPs:   1ft October 1C68-8 January 1060 

Date of Report:  8 January IPof 

1.   References: 
:.   Army Ftegubtlon 1-P.6, 4KovC6. 
L.   USARV Hegub'ion 1-3, UunGR. 

3.   '7ae rocomrriendalions nr.de herein are: 
a. Appropriate only to the proscnt situ.tionexisting in Vietnam, nd to 

the sevenl courses of action being considered for T-Pay implemontition. 
h. Not a basis for submission of proposed TC&E changes to DepsrUnent 

of the Army for world-wide implementation. 

»• 

2,   'WQ 'ondf.rsigasd h:.s occupied 'wo assigned positions in Vl^ln^m sine ^ 
6 TMUAiy 1P63. b 

B«   Con^mnding Officer, US Arr^y Aviation Mnttltel Msw^ftinMI Center * 
(6Janeb-l,'Cct66), a subordinate unit to the 34th General Support Groip, :' 
?\nd vnich serves as the Inventory Control renter To- all Army aviation' 
pt1 :\fl in '/Wn^rr,. 

b,   Corrimnding Officer, 34th Jenoral-Support Group (AM..S>, (180-162- 
SraatO), which Is the orginiaarion responsible for the Direct Support Avir - 
lion :..' into^nce for unKs not havincj organic DS c^pr;bility, for the General t 
Support Aviation Maintenance for »U Army airemff, j?nd for the Direction qnd ! 

Marrgeniant of the Aviation Supply effort in Vietnr.m. f 

I 

4. ti view of the comprirjtive recency of r. similar debrief Mport nul f.:ltteä 
by Joionel J^mes W, Srndridgc Jr., :he preceding Comm^ndbr, this report 
will not concern itself directly with restatements of tni.sslor/ existing organ- Ig 

.^IzniloKil structure, concept of operations, etc.   In3to;d, JHR report #0^- y\ 
presonfefoi" oonflidüMlion^ proposed rcrllgnmem of som^responsibllltles, J 
•■ restructuring of certain units to sre^rnline and simplify; training end per- £ 
iormonce requirements, and * discussion of the advantrges th^t would -ccrue 
*s well -.s the disadvantages that mrv he foreseen. 

• |  K   DOWNGUDEO AT 3 YIAIIMTIRVAU; 
r,- '\       NCUSSinEO AFTtS 12 YIABS. 
'     CONFIDENTIAL      \ MOMSMOJO 
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5. The following   steps are believed  to be  appropriate and necessary  to en- 
able optimum mission performance within allocated resources.     This re- 
structuring can be accomplished within current   space ceilings,   although  some 
elements would be   staffed on an austere basis not conducive  to  rapid  expansion 
or maximum  flexibility. 

a. Elevate  the present 34th Group organization  to Brigade   status,   and 
reorganize  it as depicted on inclosure  1A. 

b. Organize a Group  to manage and direct  the performance  of    Aviation 
Maintenance  functions.     A  recommended organization  is depicted on 
Inclosure  IB. 

c. Reorganize  the current USAAMMC  as an Aviation Supply Group  in 
the manner depicted on  inclosure 2A. 

d. Detach  the resources used at  Battalion and Company  level   to manage  and 
operate  the Direct   Support  Supply Activities  (DSSA),  and designate  them .is 
detachments.     They   should be under  the command and operational   control  of 
the  Supply Group.     As an associated action  each of  the DS maintenance com- 
panies should  retain approximately  four  enlisted  spaces to operate an 
organizational,   technical,   or  shop  supply   section.     This activity would be   lim- 
ited  to  stockage of  not more  than seven days  supply of common use  items and 
those  items  frequently and  routinely demanded  in their  shop operations.     Their 
other  supply requirements would be  satisfied by  requisitions placed on  the 
DSSA  in the   same manner presently used  to   support  other units. 

6. The current concepts and established procedures are soundly conceived, 
and are adequate in most areas, if properly implemented. Most of the dif- 
ficulties we  experience arise  from improper   implementation or  from  failure 
to utilize developed  procedures.     Several  of  the  factors which  have an adverse 
impact on  the  logistical   support programs  in Vietnam are  listed  below: 

a. The   shortness of  the prescribed  tour,  particularly  in key positions, 
and  the  frequent  rotation of commanders,   results in a constant   turnover of 
personnel.     With  this turnover  there are  related changes  in emphasis on 
certain objectives,   a   learning curve  for  new personnel before  they become 
fully effective,   and  a  frequent paucity of  qualified personnel   due  to   lack  of 
assignment,   training,   knowledge,  or practical  experience of  replacements 
and  the problem of getting  the replacement  oriented  to a minimum degree of 
qualification by  the  person he replaces.     Lack  of  time available  for overlap 
is a contribution  to  this  latter deficiency.     Many of the replacements re- 
ceived require almost  total   training qualification after arrival   in-country. 
The  time and  supervision  to accomplish   this  satisfactorily  simply does not 
exist. 

b. The  rapid  escalation of grade  to   levels that  require knowledge  normally 
gained by practical  experience at  lower grade  levels has resulted  in a  con- 
dition that provides both  officer and enlisted  personnel  of grade  levels pre- 
scribed  in current  TO&E's,   but who  lack  the  experience and  training pre- 
requisite  to  the qualities of knowledge  and  judgment expected of occupants 
of  the positions  to which  these personnel   are  frequently assigned. 
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Ma :;    :;■>>.:■ -nd'T.- in cornp^iny end field gr des, ^r.d .r.r-' Intermediate lup T- 
Visom In iv? "r.list^d ranks, rcqui'*'» ox'^nniv4 on-'lic-jch -'r InltTQ "u :in>- 
P'jrl.v qu- lify 'nnr, for ■uOOMMhd pnrforrr nuc^ In their ponlllona of len ler- 
rhip jod r>;;por/iron; rosponsibili'y,   Tirrorn in jud^raont '-nd omiasioas in 
r'iqv.irr^f. pertefin»ace iro R d^y-to-day ..vent in i .-xny organirations, and ►he 

• ddi.ion I burdens plrcod on .jior»? senior personnel, bor;i officor* rmi ^nli^t'd, 
^o uirsct,    .' n^o?, guido nnd troin thoir uiüfa, crrc""!:; o/or^x'ends Ihn ac« 
ccptaMc span, pf con'rol. 

c.    r.e viurron' instruction-1 OOUTSM prey^n.cd tICONUS trininy ir.G'.ll- 
ationr. in ar.rs of logis'-ical support, hoth goner'l "'nd specific, "»re frequent- 
ly in^dequat^ to qualify a SUCCOGCIU! (jradurt^ for «rfeciiv ^ service in Vietnam. 
n.t b^.r.t, mo-i such personnel have a llccue to learn, Q'IC/ nerd far n ore 
practical exposur« befor? being itfktd to r ss une tho rcsponribili'ies tnost 
fr^quonMy inherent to their future "ssignments.   I^ossession of rn MCS is 
no longer B blcna fide cerfificnlion of possession of ■ stated skill. 
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'he increasing emphnsis on fiscal and resource econony h~ts hed notic- :
t 

nble of(?ct.   However, it Is frequently dependent for conceptual outline, for * 
specific ruidance, MM someLi:rief. "or successful e/ricuiior. on the cssigpnient 
of rncv-e »«afure pp^sonnel io portions and duties normally associated -t/Vh 
{••Mr grode^:.    rblfl 'ias b;o adverse pffe-its,   Fin-'L, it tends to fnstrcte 
the more r.enior personnel who p.';rticip>re in, or .ictively execute, the missions 
of th-^ir subordinates due io the In&biUty of those subordin-'tes 'o operate 
•»ff-fivoly v.ithin pccepi'ble Urne frr.ivies.   It should be rcted that these 
shottco. ings are not due to Isck of »notivrition, eagerness, or potential. 
It is si;iply thtt there -ire f.r too fev- personnel properly qualified at rppro- 
priale gndt levels.  Secondly, the tendency of senior personnel to assume «5 
respoiisibilities from their subordinates in r.n effort to achieve satisfactorj' i^ 
and timely performance denies the junior personnel the full benefit of exposure i« 
to condi-ions and the environment of practiced decision :hat is vitally necessary       i\ 
for their proper development to meet degrees of responsibility inevitable in [ 
their future assignments, 

B,   Tie proposed re-.lignrnent of functions and reorgfrJzation of units would 
provide; -n ?djustment to the foregoing conditions designed to narrow 'he re- 
quired sp-.n of supervisory control and to permit greiLer -ind more profitable 
specialization within specific fields.   It is not intended to 3pli, the respon- 
sibility for aircrrft inintenancc and supply.   These two functions are mu- 
tu'll; inseparable in planning, programming and execution of »fltttM ft 
support, -nd the necessan- unity of command is retained at the proposed ; 
Brig: de level.   Due to the austerity of resources, both personnel and materiel,        jL' 
rnd Vbm tri.gnitude of the demand for effective aircrrft maintenance and supply, ;*. 
It Is dcejned appropri-te to specirli?^ one Group in the major planning, pro- 
gr mrtd'.tg and direct management of each of these two major functions. 

V 
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Neither  is  susceptible tu amalgamation with other categories of maintenance 
or  supply where  responsiveness at  a  far  lesser   impetus than  is demanded  in 
the aviation  field  is  the normal  and  expected   schedule of  events.     The high 
cost of aviation assets,   the expenditures  in material  to keep  them  serviceable 
and  their  frequently  critical availability,   justifies the  command emphasis 
normally exerted at  ail   higher echelons of command;  but  this  same    command 
emphasis demands a qualification and performance not universally compatible 
with  the grades,   training,  and numbers of personnel  normally authorized and 
assigned. 

9. The organization proposed  for  the Aviation Maintenance Group  is a  func- 
tional  one,   intended  to provide a means to expeditiously accomplish  aircraft 
maintenance   in a minimum of time.     It  divorces the units,   commanders,   and 
staffs  from  the  necessity  for major  dual  qualification,  and  enables those 
commanders to  rely with greater certainty  on effective  support  from a  unit 
with a more   specialized performance capability.    This same   feature,   by 
shrinking  the   span of control  and management,  makes the revised organiza- 
tions better  able  to  absorb personnel  with minimum qualifications and  bring 
them to an acceptable  level of effectiveness  in a  shorter  time  frame. 

10. Inclosure  3,   less tab A and  tab  B,   reflects the present  geographical 
distribution of all  DSU/DSSA's in Vietnam.    Tab A identifies which of  these 
are under  the command and control  of  the  34th General  Support Group. 
Tab P  identifies those which are organic  to  the  several  Divisions. 

11. Inclosure  4,   tab A,     reflects one method  of combining  DSSA's at a 
single    geographical   location  so as  to: 

a. Reduce   stockage  requirements. 
b. Reduce  facility requirements. 
c. Increase ASL  lines due  to consolidated demands. 
d. Reduce personnel   staffing  requirements. 

12. The proposal  to  create DSSA detachments and place  them under   the 
command and operational  control  of  the Aviation  Supply Group Commander 
offers  several  additional  advantages of  note. 

a. The  Supply Group Coninander  can establish,   implement,   and enforce 
standardization of policies on a   scale not  feasible today,   because of  the 
many problems of qualitative personnel  assignment,  qualification,   training, 
and performance  as noted above. 

b. The  Supply Group Commander,   having a  broader base  of  personnel 
to draw from for  specific  and key assignments,  and having  unilateral  re- 
sponsibility  for  supply effectiveness,   could  balance his  staffing  by  infusing 
DSSA's with personnel   trained to his  specifications,  objectives,   and procedures, 
as DSSA personnel  rotated. 

CONFIDENTIAL 
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The i v'ilöoilit" of    larger staff would ^nnble olosor cov.frol of q i litsitivo 
perfortnaiiea ■ r.d would provide the oxpc rience<i ptraonoel n^od^d to I'iide 
itid »asist thOM of lessor o.unlifiir;licn.   In r ddifion Ulla fe- t.iro v;o;ild pfO- 
viac ;■ rT- ns fo g-in cognizance   nd ron'rol of all '.he'ler taaata for utili/- 
ation In MtiafPCÜon of high nrioril;. BDP requisitions.   It is ettimatod that 
nprroxii.i.tolv fhrne-sevpnthc of Utf*ftar resources in spt res r.nd pnr'r; aro 
pr^r.er'.)" loc^led p\ DSSA level wh-^re their locrtion And ^rdhhilVy Is 
snlriorv iro^n or exploi'^d by O^D^V tn n the porrtess^.i TSSA. 

B,   Saemac of lho OantltUy dlffCtad responsibili'v for perforrn.'»nco 
fro... D^po* to DS8A level, It would t^coT'e more fwafbla in the enviroiment 
exis.irnj in Vietnam to conduct rnore effective staff as&is'rnce visits, trr.lning 
ind orienrtion seminars, ond technical training sessions for *he support 
unit personnel.   By this means, end because of the easier Eccessiblli:y to 
knowladge -nd understanding of the capabilities and limit-tlcns of the supply 
system, and*the reasons for ?nd benefits of the sUndc i-dized prescribed 
procedures, the frequency of errors or violations should decrease sub- 
stanti.'lly. 

lo.   Additional personnel, facility, end resource economies could be real- 
ized b;, consolidating DSSA's in arecs where two or more are now in close 
geogr: pnicnl relationsnip. 

a. Advantages of this feature include: 
(1) Increase of lines meeting ASL qualification because of pooled 

demands, 
(2) Reduction in requirement for constructed facilities at diverse 

loca.'.ions. ♦ 
(S) Simplified distribution and transportation program. 
(4) Better utilization of critical skills. 
(D) More flexible s'sff capability. 
(ö) Ability to continue support of specified units from selected other 

DSSA's when and if the unit, or its normal DSSA, were selected for movement, 
inactivetion, or redeployment during the time of preparation for that action. 

b. Disadvantages of this feature include: 
(1) Necessity for supported units to go a greater distance to the con- 

solld.'-i >d DSSA site than to the sites of the present co-located DSSA. 
(2) Potential impact on effectiveness of DSSA operations if a DSU 

supported by ? consolidated DSSA were relocated a greater distance where 
such support would no longer be feasible.   However, under these conditions 
it is ssnumed the consolidated DSSA could c -dre a DSSA «I approxinr tely 
ore-h- If to two-thirds authorised strength and reconstitute an ASL from 
wihin its own strength and resources in an acceptable time frame. 
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14.   recommend fhis proposal be considered for feasibility in Viefn- :n in 
view of :hc present situation . nd po'entinl devolopmcn'.s. 

4 Ir.cl ROBERT G. SBBPRCRD 
tt ... Colonel, TC 

Commanding 
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